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SUMMARY 


The Office of Communications operates a strong and flexible 
commuications system, with a substantial capability for adaptation 
tp the requirements of the future. The quality of management is 
high. We found no major problem areas requiring special attention 
from outeide the office. None of the issues raised in the report 
are of sn urgent nature. 

The largest continuing problem confronting the office ia in 
the area of personnel management. Over 70 percent of office posi- 
tions are in the field. Many employees must serve overseas for 
extended periods. Despite = number of programs directed at develop- 
ing closer association between management and employees, there are 
definite gape in communications between command levels and the 
working~level commmicators and technictans. 

in order to centralize and improve its administration of per~ 
sonnel the Office of Communications is creating a new Career 
Mamagement Staff. We have recommended that the new staff include 
ene or more professional personnel officers (page 16). There are 
certain other steps that the management might take to improve its 
relations with its employees, and we have recommended that it 
develgp a program to do so (page 27). 

Ue believe that the technical requirements of modern communi~- — 
cations argue in favor of a darger number of more broadly qualified 
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communicators than the office now has. Radio operators are trained 
to meet the broader requirements, while cryptographers are more 
narrowly specialized. The difference between these two groups of 
specialists affects assignability of individuals and causes 
problems in general management and rotation of personnel. We have 
recommended a restructuring of personnel classifications in these 
eategories, lovling to a reduction in the number of cryptographers 
Snd a proportional increase in radio operators (page 22). 
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OFFICE OF COMMUNICATIONS 
I. INTRODUCTION 


1. The Office of Communications (0C) is responsible for oper- 


ating a world-wide system of efficient and secure electronic commu- 


nications for the Agency 


2. O€ is one of the largest single components in the Agency. 


It has an authorized strength of [__Jempaeyees » end an 
additional[ | careerists are detailed to other components 

of the Agency. [ot the office's employees 
are assigned to headquarters, approximately[ | are credited 


against the Development Complement for training. [ serve 
in operational positions in the Headquarters Signal Center, leaving 


less than 20 percent of total office strength engaged in typical 
headquarters staff and support activities. About 72 percent of OC 


ciara | 
Po these Figures provide an accurate 


reflection of the office's basic orientation toward the field. 
3. During this survey the office was in a state of transition 


SO far as organizetion and procedures are concerned. As & result, 
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this report does not describe a static organization operating with 
long-established and unquestioned policies and practices. The 
office is still adjusting to new management following the loss at 
the end of 1965 of ite longtime director, who had guided the de~- 
velopment of the Agency's strong, flexible commmications systen. 
in the course of the survey, which began in December 1967, the 
office had two directors, vith an acting Girector serving for a fev 
months between them. Also during this period new limitations on 
the umber of U.S. employees overseas (the so-calle@ BALPA program) 
requiped that the office curtall an expension of services into 
certain areas of the world. Finally, concurrent with the present 
survey, the Office of Planning, Programming, end Budgeting wae 
conducting a systews analysis of various 0¢ fumetions. It was 
inevitable that there was considerable ferment in the attitudes 
and activities of office manazement Guring this period. For the 
murpose of the inspection this provided a unique opportunity to 
Observe and evaluate the functioning of manacenent under trying 
clroumstances. Certsin conclusions, in summary form, are appro- 
priate at this point. 
& Office management is open winded, challenging 

on a continuing basis existing policies and practices. 

at regularly conducts studies on possible nodifiestions 

of qrganization and procedure. It hes under continuing 
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review possible technical innovations that may have 

useful application in the future. Its approach to 

policy probleme is mature and perceptive. 

b. From middle to top levels of minagement, both in 

the field and at headquarters, officers are energetic, 

competent, and sure-footed in meeting the varied demands 

that ere part of the routine of this office. Resource- 

fulness is 9 normal characteristic of those the office 

has sdvanced to positions of responsibility. 

ce At all levels there ig a marked senae of pur~ 

pose, reinforced by a well-established, high standard 

@f performance. What problems there are at working 

levels--the so-called Jjourneymen--are discussed else- 

vhere in this report, in the section dealing vith 

Personnel. 

kh. The internal review being conducted by office management 
at the time of this survey inevitably involved essentially the same 
aubjects being explored by the inspection tean. A high degree of 
coincidence resulted, both in evaluation of vhat constituted pri- 
mary Droblems of the office and in views on gemeral courses of action 
for resolving them. As a result, many problems which otherwise might 
have been trusted at length in this final report became dead issues. 
This report tends, therefore, to assume an historical character in 
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many Yespects, swmmrizing things under way or done, rather than 


locking to the future in terus of ite om proposals. Prior to 
Giscussing the findings of the survey, anf the things that vers 
done, or that we feel should be Gone, a summary of office organiza- 
tien will provide background for the discussion. 
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IL. ORGANIZATION 
Headquarters Organi sation 
5. A festure of the office of the Director of Commmicetions 


is the inclusion in it of the Chief of Operstions and the close 
proximity of the five area divisions: 


The Chief of Operations and the aree divisicns are responsible for 


Operational guidance of overseas activities, and for coordination 
of headquarters support of them. he location of this activity 
with the OC director sgain reflects the exphasia of the office on 
support of field operations. 

6. The remainder of the headquarters organization is divided 
into staffs. Some of these have the traditional function of manace- 
ment and support staffs; others have substantive responsidilitics 
with a direct operational interest in field activities. Because 
of the complexity of office programs, there is some overlap between 
responsibilities of the staffs, especially in technical areas. 
Coordination sometimes appears to assume a life of its own, although 
Wwe believe that this is kept within reasonable Limits. 

7. There are three staff activities with e purely headquarters 
support character: 

@. Adwinistrative statr. [| thts 


stait performs the usual support, fiscal, and personnel 
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work, As extensive as ite duties are, its effectiveness 
is Limited somewhat by the essignment of substantial 
responsibilities in the administrative field te some of 
the other headquarters ataffs. 

%. Program Coordination Sisaff, In the face of modern 
budgeting requirements, and because of the complexity and 
inter-relationship of office programs, this small staff of 
[Jas tavolved primarily in PPBS activities. In some 
respects it repeats the budzet responsibilities of the 
Administrative Staff. It also handles other staff chores 
fax the Director of Comamications, including lieieon and 
war planning. 

c. Records Management Staff. This staff[ __|suides 
the office's substantial records management program, 
controls central processing and issuance of office regu~ 
lations and procedures, operates the offien registry, 
ané maintains an action file on ali headquarters corre- 
spondence in cable and dispatch form with the field or 
other eemponents. Now reporting to the Executive Officer, 
who is already burdened with a wide range of duties in 
the office of the Director of Comumications, this staff 
_@ould well. be subordinated to the Chief of the Adminis- 
twative Staff. This observation is not offered as a 
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formal recommendation as the matter is particularly 

subject to the personal preferences of command. However, 

we feel that subordination of the staff under the Admin- 
Astrative Staff vould be sound organizetionally, end 

would give the Executive Officer more time for attention 

to the varied details of his position in the Office of 

the Director of Commmicstions. 

8. In addition to the three staff organizations above, there 


ere also five "operating" staffs: 


Engineering Staff. This staff[ jis responsible 
for the installation and maintenance of the Agency's 
communication system, including management of the basic 
aeventory of commmications equipment. At the time the 
survey commenced 1¢ was responeible for RED and the en- 
gineering of all systems. Some of these functions ere 
being transferred to « small Applied Technology Staff. 
rt also provides a service of central supply. In an age 
of rapid technolocical sdvance its responsibility for 
Menping abreast and ahead of requirements is 5 demanding 
one. It manages the assignment and work off__lepecial- 
ists, @ responsibility which will be reassigned to a 
plawied mew component, a Career Manazemmt Staff. 


b. Qperations Support statr. mis starr[ handles 
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tures unrelated functions: support, both in equipment 
and skill, of the Agency's tactical or Operational 
communications capabilities; personnel management of 
tel radio operators {CYRe); operation 
Of the OC training factlities| |__|. At the time 
of this report the Peaponsibility for wmazement of per- 
sonnel and training ia to be shifted to the planned Career 
Menagenent Staff. Basic responsibility for operations 
support and research and development is being assigned 
toanev[ | bivision. ‘the Operations 
Support Staff will cease to exist as & separate entity. 

C. Secuity Statt. Tic statt[ lis responsible 
4 for the seeurit, of Agenc; comminications. It estab- 
lishes and matutataos operating standards, conducts re- 
seareh an technical security of egilpment, and monitors 
(retaterciaz this sometimes by inspections) security 
practice in signal centers. 
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¢- Zelecommmications Staff. Thin staff[ |i 
responsible, in coordination with other staffs in the 
office, for planning and guiding a reliable, secure, and 
rapid commmications system. It plans the use of cireuita 
(including leasing), establishes and enforces operating 
Proegdures, and mainteins inventory records of all ter- 
minal equipment in communications centers, including 
cryptographic equipment. 
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III. PERSONNEL 


25. Qne of the major continuing problem: of OC, consuming a 
significant proportion of the time and attention of management, is 
that of personel. The very nature of the office contributes to 
this, involving as it does a large number of employees, a great 
many of whom serve avay from headquartera for extended perfods of 
time, Another factor is the relatively low zrade structure that 
has been in effect for some years, complicating both recruitment 
and retention of personnel at the working levels. 


Persounel Organization 

16. The sdministrative mehinery of 0C for handling and 
Swpporting personnel involves « substantial rumber of persons. 
lemly[ jae involved in this work in the Administrative 
Stall, waich is well organized to meet its responsibilities and 
functions with remarkably few problems. Approximtely[ ___| 
parsons were identified to us in the various staffs as giving 
com@idarable time to management of personel, operating so-called 
caxeer panels for employees working in the specialization of those 
staffs. These career panels make the substantive decisions on 
promotion and assignment and handle some of the supporting paper 
work and vecord«keeping. The Administrative Starr implements the 
decipions tnd, handles most of the detalled adainistrative support. 
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In addition to maintenance of the customary personnel files (some 
[ _fraes » comprised of records of current employees and 
recruits and of files up to two years old on departed employees), 
this involves scheduling leave ané travel, briefing personnel on 
new assignments in preparation for departure (about which we received 
some complaints, but which in balance is handled reasonably well), 
PT 
scheduling physical examinations, etc. 

17. While we believe that the Administrative Staff handles 
its duties quite well, we developed basic reservations sbout the 
division of personnel management between the operating staffs and 
the Administrative Staff. There were instances of substantial 
redundancy in administrative records and procedures. The decen- 
tralized administration of the separate specialisations (the real 
distinctions between which were not always precise) tended to 
produce different policies and opportunities in the various staffs ’ 
and these differences were readily apparent to those belonging to 
the different career panels. In those instances where career penels 
in the operating staffs were responsible for managing large numbers 
of persone, the requirements intruded significantly on the time that 
should be devoted to substantive programs. Conversely, the require- 
ments of the substantive programs exercised an adverse effect on 


persomel management. It was our conclusion that the principle of 
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decentralised management was in this case counterpreductive to 
efficient and orderly management of the office. 

18. When we discussed the desirability of centralization of 
personnel management with OC personnel, we were informed of a study 
already made of the problem. Staff studies were being conducted 
on implementation of a plan, and at the time of this report the 
creation of a new Career Management Staff is near. This staff will 
be responsible for making assignments (now handled in career panels), 
training (now conducted by the Operations Support Staff), and de- 
velopment. We believe that an essential ingredient of this staff 
would be the assignment of one or more Office of Personnel eareerists 
to it. We have been informed that this is not intended, plans 
being to staff the component entirely with OC careerists. While 
we have developed considerable respect for the quality of manage- 
ment found in OC personnel, we believe that there are important 
attitudes and approaches more likely to be found in professional 
personnel officers, and which would be important in orienting the 
new staff toward service of office employees. ‘The Administrative 
Steff has careerists from the Office of Personnel, and we believe 
that a similar assignment to the new staff would strengthen its 
performance. The influence of this additional professional expert- 
ise Wald make an important contribution to the overall success of 


the new“eggponent ‘ 
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Recommendation No. 1 

tet Se etal cme edie ts ae 

Career Management Staff, filling one of the senior 

positions with euch an officer. 

19. Present thinking is that after the nev steff bas worked 
out {ts problems and procedures, consideration will be given to 
mercing it with the Administrative Staff. We are in agreement vith 
the direction of current thinking on this, snd endorse the principle 
of centrelization of administrative support of personnel management. 
Sueh an arrangement should strengthen the office's activities in 
tits iaportant field, and relieve the operating staffs of admin- 
istrative bwnhens not directly essential to their primary respon- 
sibilities. 


Persomel Grade Structures 
209. In the course of this survey, as we studied the work 

patterns and responsibilities of the vorking-lsvel cosmmicator-~ 
poth at headquarters and in the fleld--it ducase apparent that the 
grade structure at that level was outdated hy developments over the 
years. The working-level commmicator--the backbone of the system~- 
has boon required to master the crowing complexities of a systen 
that is expending ite cun services into new arcas at the same tlee 
4t is assuming an increased responsibility for general support of 


other U.S. agencies overseas. While stetistics on volume of comm- 
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nications traffic can be misleading, it is relevant to the question 
of growth of services and related responsibilities to summarize 
the record for the period of 1962 through 1567. During that time 


the volume of all traffic more than doubled. 


New technological developments have 


made it possible to handle this new work without 4 proportional 
increase in personnel, but new equipment has brought with it the 
practical requirement for greater technical qualifications. The 
resulting overall increase in responsibility and qualifications 
exceeds the standards normally associated with the relatively junior 
grades of employees operating the Agency's communications facilities 

[Yeon any, te 
working-level commmicator is acutely aware of this, which serves 
to sharpen any dissatisfaction he may have with his lot in life. 

21. In August 1963 there werel_jemployees in OC at the 
grade of GS-9 or below. The overwhelming proportion of these are 
CiRs and cT'Cs, who operate at so-called journeyman grade levels 
of GS-8 and GS-7, respectively. Promotion to these levels is 
relatively rapid after employment, but advancement thereafter comes 
slowly if eyer. The average grade in OC is GS-9, and this broad 
base in the office does not provide mich room for advancement from 


the working levels. We interviewed significant numbers who had not 
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Wagressed beyond that point after over ten jears of satisfactory 
Service in grate. it is sot difficult to understand how, as employees 
mative and imeur additionel finencial respontibllities, this situation 
leafs to some dissatisfaction. 1+ is true that many of the woriking- 
level communicators had limited formal education prior to employment. 
In game respects their pay relates te this. While they are aware 

of this, they sre also conscious of the fact that they have become 
competent specialists in a demmding technical field. A possible 
reflection of this general situation may be found ia statistics 

on attrition of personnel. OC has the lowest rate of attrition in 
the Support Services, which in turn runs below the Ageney average. 
Yet the sttrition among CPRe and CTCs in OC runs coms two percentaze 
pointe Zisher than in any other part of the office and close to the 
qvereil Agency figures. Recent statistics indicate an increase 

in the rete of attrition in this category of employee. 

22. A @entinuation of the present crade structure among working- 
level copminicators could have serious implications for the office 
in terms of attracting and holding personnel of the quality necessary 
th maintain present standards. In terms of responsibility and 
qualifications, and the related adequacy of pay scales, there is 
reson for amendwent of the grade structure. The Director of Comn- 
nications, prior to commencement of this survey, had initiated a 
tut of this problen in witch a eamparison was mde of the respou- 
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sibilities and grades of Agency communicators with those in other 
government organizations. That study concluded that som| —_—| 
positions should be upsraded. Those findings have been presented 
to proper authority and approval in principle has been given to 
raising the 0C grade structure in working levels. Considerable 
detail remains to be worked out. We suggested that the development 
of a new grade structure might be based in yart on a grading of 
a teat tr 
termining the level of the OC Officer in Charge (OFC) assigned to 
@ach installation. 


Restructuring of Personnel Classifications 
23. OC has approximately[ radio operaturs and|" |erypto- 
groyhers. Traditionally, the CTR is rated esbove the Cre, a fact 


reflected in the grade differential noted in the preceding section 
of this report, and in opportunities offered for advancement beyond 
the vorking level. The differential is supported by additional 
vequirements that CIRs must meet to hold their grades and gain 
edvancement. Yor example, CTRs are “cross trained,” 1.e., trained 
in CTC work as well as in their own specialization. 

2%. The distinction in vork and grade level between CTR and 
CY originated in a mich earlier period, when the differences were 
eesicr to delineate. The CIC specialized in time-consuming work of 
a relatively clerical nature, while the CER was the more broadly 
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trained and qualified comamicator. The formal distinctions have 
been retained, but in practice they bave tended to become blurred 
over the years. With automation, the signal center of the modern 
relay station came to be viewed as the work area of the CTC. The 
CTR has also been assigned there, however, working alongside the 
C&C doing the same work for different pay. CYCs provide the second 
min in some of the amaller stations, with an informal requirement 
to stand in for the CTR OIC. It is hardly surprising that some 
CiCs have changed their classification to CTR. We believe that 

it is also significant thet, as cryptographic equipment has relied 
increasingly on complex technical applications, CTCs have developed 
& technical competence to make minor repairs-«2, qualification not 
originally identified with the work. 

25. We believe that there has been a clear trend toward a re- 
quirement for more broadly qualified communications personnel at 
the working level. This hes long been implicit in the “cross 
training" of the CTR, and is now reflected in the plans for a 
general increase in grade ceilings among OC working-level employees. 
We believe that the personnel structure of the office should reflect 
this yet further, in a change in the relative proportion of CTRs 
en CTOq. If the trend of the past continues, the relatively 
marx qualifications of the CIC will tend to impose limitations 
_ ou the flexibility of the office in staffing ite positions. To 
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some degree, this is already the case. 

26. The limited capabilities of the CTC represent both a 
current problem and future weakness. The CIC fs Limited in assign~ 
ability, there being a relatively limited number of positions over- 
seas to which be can be assigned. This results in a fairly even 
pattern of rotation for the CIC between headquarters and the field. 
The CTR, in contrast, traditionally has occupied only a relatively 
smell number of stuteside positione, and must expect extended 
service owerseas, If the Office had a larger proportion of CTRs 
than it now has, with fever CICs, a more even rotation of all 
personnel would be possible. (see paragraph 334, page 26.) 

oT. We believe that OC, in facing an increasing requirement 
for broater qualifications among its working-level personnel, will 
be required to restructure its staffing patterns. We believe that 
this should take the form of an increased number of CPAs as the 
basis for a larger corps of more versatile, ure broadly qualified 
personnel, with a reduction in the number of Cis. 

2. in advencing such a concept we are not unmindful of the 
prelems involved in altering a long-established staffing pattern, 
vith its effects on the careers and attitudes of « derge number of 
specialists. Such a change would require painstaking planning and 
sinivistration, Hot the least important consideration would be the 
vay in whieh the policies are presented to 0C employees, since great 
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care will be required to reassure both CTRs and CTCs that their 
career status will not be impaired. Some of the problem areas 
are obvious: the need for a detailed study of s new grade structure, 
looking to a substantial reduction of the CIC classification; a 
change in existing recruiting and training of new employees; devel- 
opment of training programs, | to 
help personnel with CTC qualifications meet CTi requirements; ape~ 
cific provision for protecting the career status of those who do 
not qualify as CTRs, because of either choice or ability; allowance 
of ample time for phasing the change. Despite the problems pre- 
Sentad by such a proposal, we believe that such a step is essential 
if OC is to put itself in the strongest possible position to cope 
with the problems that lie shead. 

Recommendation No. 2 

That the Director of Commmications conduct a study 

looking to the reduction of the number of crypto- 

graphers (CTCs) in the Office of Communications, with 

a proportional increase in radio operators (CTR), 

and submit the findings to appropriate authorities 

for approval. 

Personnel. Relations 

29. One problem encountered on a recurring basis is in the 
area of personnel relations. Many employees at working levels, 
especially those overseas, feel outside the mainstream of office 


life. The office has @ nutber of programs intended to develop ite 
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image in the consciousness of its employees, and draw them into 
the current of its activities. One example of this is the regular 
schediting of orlentation briefings for personnel returning to 
headquarters. Overseas, it is customary for OC personnel to provide 
organized assistance to newly arrived families to help them settle 
in their new environment. For a variety of reasons, programe such 
as these have met with mixed success. Employees are well aware of 
the high stendards of performance set by the office, and they take 
pride in conforming to them, but they frequently identify more with 
the tangible features of their immediate assignment than with what 
to them is a distant or impersonal headquarters. 

30. The difficulties in establishing an optimum level of 
communication between management and employees are greater in OC 
than in most Agency components. With some three-fourths of the 
office's employees in the field, opportunities for service at 
headquarters are limited, particularly among CTRs; in the course 
of this survey we talked with a number of employees who have hed 
continuous overseas service for periods in excess of ten years. 


It is inevitable that these employees have difficulty visualizing, 


and feeling a part of, a headquarters lite they do not know. With 


the individual OIC frequently at the level 
Of G89 or below, it can be appreciated how difficult it is to 
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extend to those in the field an adequate sense of "belonging"- 
of identifying with senior management and ite attitudes and policies. 
31. One of our concerns with this basic problem derives from 
the desirability, from a general management point of view, of strength- 
ening the ties of the office with the employees it wants to hold. 
Sideuicibn of Selo yess wonlA Heduoe tha edalAiecrattee-comte: ot 
reglacing personne] in the area where attrition is highest, among 
the large corps of working-level commmicators. This attrition, 
mentioned earlier in this report, neceasitates a strong recruitment 
and training program that adds measurably to the cost of operations. 
32. From a security point of view, beyond purely management 
considerations, our concern with the implications of this problem 
ip sOmewhat more serious. In addition to thelr underlying sense 
of separation from headquarters, commmicators overseas frequently 
find themielves not fully a part of the American commmity where 
they work. They frequently are not fully assimilated into either 
[J tte ty aevezop a coneiderane 
degree of gelf-suffictency, this does not always offer a wholly 
satisfactory life for many of them. To the extent that they feel 
rootless~-in reference to both their own headquarters and local life 
“they are removed from organizational ties and social restraints 
thi Anfluence the ceanduct of most employees. In varying degrees 
this “Sens tO expose or. subject then to the operation of other 
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influences. This should be a cause for continwing concern. The 
lower-graded employee assigned to sensitive work is the classic 
target for penetration efforts by opposition forces. We know of 
no instances of opposition success in operations against Agency 
commmicators, but instances have come to our attention of personal 
difficulties that might be attributed to the factors described. 

33. The need for reinforcing the orientation of employees 
towerd the Agency and their own component is a continuing vital 
need, however intangible it may appear. The projected increase in 
grade levels will have some effect on this. The proposed creation 
of 9 Gareer Management Steff will strengthen the posture of OC in 
its approaches to a well-rounded program of personnel management; 
the mere institutionalization of this activity will generate new 
initiatives in the area of personnel relations. Beyond these 
developments there are other areas thet might be given attention 
by OC management to reinforce its position vis-a-vis its employees: 

& Office managenent should develop a program to 

improve the personalized aspect of managing personnel. 

OC fs markedly estrone in developing managers who perform 

vell in the energetic resolution of tangible problems, 

but too frequently to the neglect of sympathetic or 

constructive relations with subardinates. This is a 


basic and central ingredient of modern management, and 
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should be given increased emphasis. 

b. Consideration should be given to publicising 
the personnel programs of the office. A great deal of 
time and thought is given personnel management in OC, 
but the extent and nature of this effort remains a 
mystery to many office employees. Their understanding 
of it would strengthen their ow appreciation for the 
quality of management in thetr parent organization. 
Accoupanied by a more personalized approach to the 
problems of juntor employees, this should serve 
materially in strengthening the basic orientation of 
personnel toward their employment. 

c. A program of career counselling should be 
instituted. We found practically no personal career 
counselling in OC, except at the initiative of the en- 
Ployee. Recognizing the problems of counselling on career 
development in an office with limited opportunities for 
advencement, we nevertheless believe that there is need 
for better communication here between managenent and 
employees. 

&. Ghe office should establish a maxinam period 
of time, not to exceed eight years, that an employee 
Will be permitted to serve Overseas without a tour of 
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headquertera. 
e. The Quality Step Inerease should be used more 

at the working levels to recogaigze continued high per- 

formance: over sustained pertods of tine, OC has an 

excellent record in the use of Bonor and Merit Avards, 

but it bas been below Agency averages in use of the 

Qsi. 

34. We cre suggesting 2 new emphasis on personnel relations 
as al ‘dmportant element in overall management. While this vill 
eqyress itself both in tangible programs and in personalized 
S relations between supervisors snd subordinates, becoming a char- 
acteristic of management Style, more fundamentelly 1+ should be a 
reflection of a basic attitude on the part of manegement. We be- 
sah that this is particularly impartant in middle levels of OC 
managenent, and for junior officers being developed for advancement . 
fe develop such en approach will require the continued attention 
of command levels in the office. 


Recomaendation Ho. 3 
That the Director of Commmications develop a 


; Program exphasizing a more positive sapproac 
sie the problems of personnel relations. foe 
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Competitive Rating for Promotion 


«35. With a large mmber of widely scattered personnel 
competing for a limited number of higher grades, OC 1s confronted 
vith tise substantial task of operating a system of promotion that 
advances the moet qualified and deserving enplayees. Zo do this 
4$ has developed = system for grading eployees on an office-vide 
desis, by specialization and by grade witht, specializations. 
Fergonnel qre rated initially in the geographic area or beadquarters 
component to which they are assigned, end the results of those 
Gifferent ratings are conselidated annually into what is kuow as 
the Campetitive Evaluetion List (CEL). The CEL lists employees 
> in mmerical sequence and carves as the basis for future promotion 
actfon. The difficulties of achieving « completely equitable 
Tesult are apparent, and the likelihood of gaining woolehearted 
approval from those whone careers are affected by it 4s small. 
Some of the obstacles to a completely satisfactory CEL are obvious: 
many conmunicaters serve overseas for prolonged periods, in small 
Tests, and may not become known personally to rating officers; 


@plojees kagwn to thas and those not knowns & final mmerical 
listing of personne] by order of standing cansot avoid some arbitrary 
judguent *s Glatinguishing between a goodmen if _—=d 
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® 
[dS It te understandable that the system attracts 
eritician. 

36. Oc is aware of the critieiam and offers the following as 

qualifying considerations: each Area Chief has an opportunity te 
Observe operators through the eyes of the relay stations usually 
co-located with him the Ares Chief and his staff officers travel 
in their area end become acquainted vith personel in this way; the 
Ares, Headquarters keeps track of progress on training programs for 
individual employees and reviews fitness reports; at headquarters, 
experienced officers, with broad acquaintance, either knov most 
of the employees that have been in OC for some time, or nov 

> reliable officers on whose knovledge they can drav for further 
informegion. 

37. A good deal of consclentions attention and effort is 
Sevoted to this important aspect of management of personnel by OC 
officers, ami ve believe that the results of the CEL are well vithin 
Gefencible limits, despite some specific instances where critictan 
may be warranted, There 1s one area im vhich we feel thet edjust- 
nents may be useful, and this hes to do vith the stability of ratings 
Gives individuals fros: year to year. 

8. In the course of the survey we vere told of instances in 
videh the rating of enployees varied materially from one year to 
the next, without any visible change in the character of their 
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performance or in the objective deseription of the performance of 
those who paased then by. We can understand ow, when an employee 
“catehes fare," he can move ahead rapidly. But we have difficulty 
in accepbing a significant loss of position in the CEL by a man 
who had advanced to a reasonably high spot and contiouss to give 
& geod performance, One explanation is the tendency of the system 
to penalize 2 main en transferring from an area where he may have 
advanced ag he became knowa to a éroup of rating officers there. 
On arriving 1a @ new area he falls into pluce behind those who 
have already earned their way to the top. Perhaps the system, to 
enewe protection ef its ova internal integrity, should preserve 
> the transferec's position on the CEL unchanged until he has deen 
in Wis new area long enough to denonstrate his worth there. How- 
ever, transfers are not the only explanation for the variations 
that sean to occur, and we believe that musigement may wish to 
address itself to the handling of undue fluctuations in CEL ratings, 
vbich seem mare the reault of vagaries of subjective JMagment than 
related to the actunl performance of the employ" 

39. We do not make these comeents in the form of a recommendation, 
fee@ling that they represent matters more properly the subject of 
infomml adjustment. 
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of pagt staffing practices to continue to produce the necessary 
managerial talents for the future. This concern originates in the 
Srowing complexity of technological decisions that must be made at 
the management level, and the feeling that those at that level must 
Mave sdvanced engineering or technical backgrounds to make the proper 
deeisions. Various programs have been undertaken to bring in new 
exployeas vith wiversity degrees in appropriate fields. The 
Engineering Staff has received the majority of these nev employees. 
We Found the ones that we interviewed to be bright and alert young 
men, thoroughly intrigued with the Problems and activities of the 
office. We are of the opinion that in the long run their contri- 
bution to the office will be substantial. 

uy. As we have indicated elsevhere in this report, we are in- 
pressed with the professional and tough-mindled competence of the 
averege OC manager. Therefore, while we believe that OC is properly 
concerned e@bout the requirements of the future, we believe that it 
has the baste ability to handle the problems that will be presented 
to it. If and when technical requirements exceed the competence 
of 66, that office can always turn to the Directorate of Science 
and Technology, to draw on the technological Imnowledge of ite 
verious components. 
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V. ADMINISTRATION OF TSCHNICAL, PROGRAMS 


59. At the beginning of this survey OC omntered all research 
and engineering in one staff, the Engineering staff. Bais subordi- 
nation of the tvo activities was intended to provide the advantages 
@f interchange of ideas that co-location should produce. Instead, 
the research effort seemed hampered by the practicalities arising 
from engineering considerations} most supervisors vere oriented 
toward the more immediate engineering problems rather then tovard 
the moze exotic problems of RAD. We felt that this produced sone 
lack of cohesion in the overall R&D-enginesring complex, vithout a 
Clear enough focus on the problems of RAD. 

G0. At[__|the activities of the research facility, the 
analysis laboratory, and the Special Electrontes Operation (350) 
faclitty vere mutually *Xclusive, although each has experimental 
facilities similar to those of the others. Each does work of interest 
to that of the other groups. Even in the analysis laboratory tech- 
niques are being developed that would have significance to both SRD 
ang the research organisation. Additionally, we had some question 
as to the balance of work between that carried on by these activities 
end that contracted to private enterprise.[ | analysts 
and technicians had only limited work assignments at the time of 
the inspection, although work was being contracted out that they 
believe was vithin their competence to handle. While we are unable 
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te oite the record of this balance in work over the years, the fact 
that 1t was observed during the inspection raf‘lected to us one facet 
of the difficulty of managing R&D under the arrangement then in 
existence. 

61. As in the case of other problem that came to our attention 
in this survey, the offien slso had this problem under review. 
Plans have progressed to the point of designating a slot for 
Special Assistant for Research who vill have the reaponsibility of 
ensuring that the various factlities[ ___iare autually sup- 
porting. That Special Assistant will also have overall responsibility 
for pulling together the various aspects of the reasearch program 
and assuring that it meets the needs of the other parte of the 
office. An element belonging to the Operations Support Staff is 
also being| site engage in liaison with the research 
activities in order te incarporate the latest operational thinking 
inte the development of nev clandestine communications equipment. 
This Grganization ahould go a long way toward iuproving the posture 
af OC for dealing vith these complex technical problem. By pro- 
viding separate authorities for engineering snd research, 1¢ ensures 
the proper emphasis on each, with the essential coordination of 
their related activities being handled through the Special Assistant. 

62. In addition to the foregoing provisions for handling tech- 
aical programs, OC aleo has special machinery for determining and 
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of Communications sits on | hahen OC interests are 
invekyed. There ig working~level liaison with Technical Services 
Division, although indications are that this most frequently 


assumes the character of pro forna exchanges rather than providing 
& forum for technical ideas and requirements. Liaison with ele- 
ments of the Directorate of Science and Technology ia limited, 
although machinery is available when required, 
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Technical Cognizance and Logistics 


67. OC 4s responsible for exercising technical cognizance over 
all communieations equipmest in the Agency supply system, with 
certain special exceptions. Under this Tespomibllity OC controls 
the develoyaant and selection of equipment, determines those itens 
tet the inventory shall inelude end the quantities, and revievs 
the technical nature of equipment requested for issuance aguinst 
stated needs. The annual expenditure for this equipment, by all 
components of the Agency, amounts tol | 

&. The key mechaniam in OC for exercising its technical 
evenizonce is the Materiel Support Branch (JMB) in the Engineering 
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Starr. This ie manned by four OC technicians and thirteen career- 
ists from the Office of Logistics. In part it serves as a Logistica 
beachhead in OC. MSB is not only the channel for exercise of tech- 
nieul control by OC over this category of stock, but it elec engages, 
in vawying degrees, in processing requisitions, maintenance of 
stock records, and stock management and inventory control. These 
activities ere usually associated with the Supply Division, Office 
of logistics, Yo the extent that the work is repetitive between 
the tvo offices it presents questions of duplication and of the 
degree of efficieney with which the Agency manages this aspect of 
its.e@fsira. OC recognises that some G&plication extats, but con- 
siders it necessary in the exercise of its techiical responsibility 
as cognizant office for communications equipaent. 

69. One aree of duplication existe tn the clerical research 
carried on in processing requisitions. This involves ascertaining 
the proper stock numbers for itens requisitioned. MSB does this 
vesearch on the requisitions it processes before forwarding then 
6 Supply Division. The completed requisitions go from HSB to a 
cataloguing section in Supply Division, vhere all stock numbers 
wed on requisitions are verified. There the work of MB is re- 
rieved for accuracy, repeating easentially the name actions already 
taken by KSB. This afds nothing to the tranasction, and we believe 
it to be vanecessarily repetitive. MSB is stefifed with logistics 
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careerists, presumably competent to do the work correctly. The 
duplicate function should be eliminated from either MSB or Supply 
Division. We believe this to be a question that can be handled 
Jointly between the Offices of Commnications and Logistics. 

Recommendation No. 3 

That the Director of Conmmnnications initiate » with the 

Director of Logistics, a joint review of the duplica- 

tion in cataloguing research on stock numbers » With the 

purpose of eliminating the duplication that now exists 

in this work between the two offices, 

70. There is no duplication between OC and Supply Division in 
the stock management of expendable stock itezs. Supply Division 
maintains full responsibility for all normal stock management func- 
tions of expendable itexs, including normal stock analysis studies 
anf setting of reorder points. It initiates procurement actions 
and routes them through MSB for technical reviev. OC does not 
attempt to fellow stock levels in this category, and keepa no re- 
cords on it. 

7l. There is duplication between the two offices in the 
iamagement of nonexpendable commmications stock, Both MSB and 
the Steck Control Branch of Supply Division keep detailed records 
on these items. MSB's records take the form of a Kardex System, 
with entrf$es made to record daily transactions. Supply Division 
keaps its record in the form of a monthly IBM print-out of inven- 


tory. It keeps its working record current by miking notations of 
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transactions on the face of the print-out. M3B believes that the 
records it keeps, ahowing a more complete history of usage than is 
available from Supply Division records, is essential in making 
steck analysis studies, in setting reorder points, and in deter- 
mining expenditures for this more costly equiyment. It feels that 
it must keep its separste record for nonexpandsble equipment as a 
management tool in carrying out ite responsibility. 

72. The investment in manpower in keeping the separate MSB 
recoré on nonexpendsble etock is not great. It is estimated that 
no more than half the time of one 08-7 is required to do the work. 
Further, there is some merit in MSB's claim thet the record in its 
filing system provides a historical picture not available fron 
Supply Division records. The nonexpendable equipment is usually 
more costly than expendable items, and OC believas that it needs 
thia beckground information for its deviations: In the light of 
M3B's responsibility~-the review of an annual expenditure of some 

are not inclined te press the point at this time. 
The Office of Logistics has incorporated into its computer system 
the game information on nonexpendable stock thet MOB keeps in its 
Kardex System. It plans that in sbout a yesr this information vill 
be available for remote query by OC. 

73- MSB has another reference system that, while not presently 
8 duplication ef records being kept by Supply Division, will probably 
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become redundant in the future. This is a system designed to fa- 
cllitate research for identification of parts numbers, equipment 
descriptions, etc., in processing requisitions. This systen-- 
the Simplefind System--hes been useful to both the] 
amd, the Office of Logistics. Information in it is now being com~- 
mitted to the Logistics computer progres. \hen this 1s completed, 
in about a year, 1t my obviate the used for KAB to continue this 
reference systes. | | 

7%. when the Office of Logistics computer system conteins all 
the eross-reference material nov contained in the Simplafind Systen, 
and can be queried instantly for information now in the Kardex 
Sygbem, OC will no longer require the separate files ft keeps. At 
thet time it will be appropriate te review the duplication of records 
in termm of the services available frem the computerized reference 
system. 

75. At the time the question of duplionte files is reviewed, 
ve believe that 1% will also be appropriate to review the mechanisns 
for stock management. ict only my it prove desirable to centralize 
stodit Records and management fimctions in the Office of Logistics, 
but it may prove desirable also to locate OC technicians with that 
activity te complete centralication of ali aspects of commmications 
supgly mantyement. 

16. A Geejeion to eliminate duplicate stock records is not 
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appropriate at this time, prior to completion of the computer program 
and an opportunity to evaluate it. With the estimated time for com- 
pletion of the computer program being only a year off, we do not 
feel thet any great loss will be experienced by continuing with 

the present arrangement for the time being. ‘when the new computer 
system is operational and can be evaluated, it would be proper for 
the question to be reviewed by the Deputy Director for Support. 


Recomendation No. 9 


That the Deputy Director for Support, upon completion 
of the computer system being installed for the Office 
of Logistics, initiate a study of duplication of 
records maintained by the Offices of Coummdications 
and Logistics for purposes of stock inventory and 
parts identification, with the objective of eliminat~ 
ing such duplication; and that this study consider a 
centralization of all aspects of stock management of 
equipment and supplies in the Office of Logistics, but 
still subject to the technical cognizance of the Office 
of Communications. 
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